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ABSTRACT - 

The AppalachiM Staff Development Cbnsbrtium^ 
cbmpfi^j^ of .three community tol a^d the state college located 

,in_4PPf^9hia5 Haryland^ att^ ' 
activities^ ilitG the operational frameliork 
The con sort i om^^ vhich is managed by a st eering/^ coEmitte^ 
one teaching faculty,- member and^ne instructional administrator from 
each >of the member cpllegesV uses a management process ^vhich s^eks to 
achieve ,tar git ed goals. Five manageient stra or functions of 

the steeiing-cbmmittee in this p^ servin'g ^as: (1J 

linking* ag€nt--bringing tbgether faculty from member institutibns who 
have lifcf interests^ needSr 0^ climate 
dfveioper--cr6^ing an environme 
and supportive of phange;|3 

inembers avare of what is transpiring, providing faculty^based peer 
recognition, and ^eveXoping among ihdi^^idual institutions a sense of 
identification with the consortium; («t^ insularity reducer~insuring 
cbntact between the everyday cpncerjis -of the individual small rural 
cblleg^s and t]^e broader issues presented by the cbn^^ thrbu^h ^ 

consulting^ travel jr and ehcburagement bf specif i<:: ptx)jects; and IS) 
regional revitalizer-^fcste personnel development through ^ 
ef fective comBBU^ long range planning^ resource development^ 

and evaiuationi (MB) " - " . 
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iht'rbductiori 



. 1^ : ^ 

::Staff-:dev.e±opment -has bbcbme ::the-:::clich 



- amon g:ic ommuni^ y^-—-^-- 
college educators. The dbc'ade hks. been charactetized by enrol lirieht ^ 

-_/_-' - ■ --• - - - -; . ^ ' - ■_■ .- , 

pla)b€auihg,ancr staff stabilization. The result has been the need to as^i^t 
■;^isting staff Senfcers in becoming more competent^^ather than searching 

^^l^U^J^^ current emphasis 
in ;Sta£f development has-been to alter the beliej^l^^^ljl^'fcxisting staff. 



members .about their^f^^ thereby modify their bqhavior.' 



The emergence staff develdprnfent programs on cbmmunity cbll^ege campuses 
is'relativ^ly well ilong. •Most institutions have some form of activity 




designed to increase the expertise qr, at least , the 'enthusiasm of their 

■ ■ /■■'^ ■ - ■ " • . ■ .'■ \:-' . ' ' - ■ ■ 

persdnriel. The questibh Which is gradually emerging is how does the program 

^---•-'' ---/-----■^■f ------ . 

ecome integrated mto^ ongoing'sinstitutional practice; Unless^ the 

• _ _ : . . _ ■ - ; . ; ■ ■ - 

activities'become a part oJFhthe institutional -fabric, they-wili have, at 

/'■'-',."'. ■}[■ . * 

least^ a transitory impact, 




.'The three eommunity eolleges and the State college located in/ Appalachian 
; /Maryland engaged staff development during i:he 1970's. ^As with most programs, 
■the results Varied. OVer-all the institutions considered the prbcess 
worthwhile and sought to ^xpand its* impact. One strategy that appeared , : 
worthy of exploration was the formation of a consortium: By so doing, the 
institutions cdUld make their , programs more cost ^effective as w.ell as ' 

. increase the diversity of the personnel invblved in the development prbcess. 

\ __■ j;;' _' ; _ ^ , ' _ _ _ ■ 

. . Further , by working th^bugh the Appalachian Regional Commission it would be 

■possible to bbtaiiv funding for ideVelbpment activity. Therefbre^ in July 1977 



/ the Appaiachiari. Staff Development Cbnsbrtium began operation. 



The structural details, of the cohsbrtium are described; elsewhere. ^ Suffice 



it to say that the cbnsortium ha$ become an operational entity. It has 
fostered a broad, range of activities and brbiight together personnel from 
^ 'diverse backgrounds in; tfte cause of davelopinenJ. After l'7 months of ' 
existence, the consortium is -facing the same ques.tion that ' institutional- 
programs face Jiow .do you : integrate ihe development activities into the 

operational framework of the sponsoring _agSnc}^?' ^ * ' 

' ■ ► ■ ' *■ ' ■ - ■ ■ . . . ' ^ • 

The purpose of this paper is to d^scribd the role of the cdrisdrHuiri' 

■. ' ■ ■ - ■ 

- steering committee in managing that ihtegratibn. Mile the consortium 

appr'oach to staff 'development appears to be a logical outgrowth of maturing 

------ - • \ ' ■•■ ' - -■ - ' ■ ' ^ ■ — . - ' 

staff development ; programs, its cpntiftued impact*.will depend updri its- 
ability to foster'^ the process, of institutional reriewal., IVhat challenges 

' »> " . " . , ' ■ ■ ■ ' 

- face the steering committee? 

targets of Opportunity - . : ' 

Th'e Appalachian Staff Deveidpmerit Cojisdrtium is managed by a steering 
(;bmmittee composed of one teaching faculty member and one ins true tional 
administrator from each of the member colleges. The daily operatidn of' 
the consortium is conducted b^ the Cdnsdrtium group meets 

monthly to ^ssoss the ongoing activities of tJie organitation. After 17 - 
montlfe of operation, a general theory of ^m^nagement is emerging, Dufzo, in 
describing the operation of- a consortium/ states r^. "... (iristitutidnsj often 
cannot stipulate the manner in which they will avail themselves of . 
consortium services, in such a settings (the. board) would be required to j 
work with various Vtargets of opportunity' as they arise from the activities 

: __ _ . . ... . . ^ ' * ' 

'and- needs of the member institutions.** The Appalachian experience. 



As a. '-'target.'' Kecbme.s ^visible, -the ste'd^ing committee nee45 tD ^select an ' . 
. appropriate strategy to take' advantageVof the oppor of ;: 

the activities engaged in by the-:$teering conimittee , during the '^pas^^ : / 
months indicates that' there are 'five strategi'es which cdmpfise an, emergent ' • 
management process, ' they en-gage emergent ileedi as we^l- as/mdcUfy ^^nsti- ' - 
tutipMl\. practice. /As/^ fesult,-. they are- integrative f6rfces.i^t is/ 
wbrthwHij6> riow^* .to' -examine t^he' f ive stfat^gi^s : . '\ 

■ > . ' :\r 'V ^ " ''' ^ ■■ ' nV^ 

Management -StjrategAes • * ' ' ' : ' * - v 

The. first Strategy js tHat. of linklng-ageritl ,It,is impprtatit that the 

steering committee and ■ its agents the, cbdrdinaljdr>^brijlg together fapulty ■ 

from^ the 'member institutions who have like ' interests, heeds, or problems. 

FUrthetj the steering committee must assist . the faculty in '4inkihg*! their 

development styles. The. pirbcess may be as simple as' providing a place 'to 

meet or as complex as providing a process consultant tb facilitate the 

activity. In the long run the faculty are responsible for the development. 

process and activity. However^ if someone does not link idea and action; 

it is likely that nothing will eventuate. ' '* 

* ■ . '. * 

The second strategy is that of climate- developed . Staff development .activity 

requires an erivirbhment that is responsive to innovation and supportive of 

change. Yet, ij is important that there be enbugU reihfbrcement of ■existing^ 

procedures and continuing ties to past practice to provide security Thtbugh 

effective . cbmmUnicat ion J organization of activity, integration of the regular 

and- the ad hoc, and the prbvisioh of f lexibility;within structure, it. is 



_J _ pbsMKle ..tp_ , isv.s^pre _)^et .1^ to change 



the steeri'ng. committee must draw upon .\the . individual resources' of the- :^ 
members from the" campuses involved;^s-well as the credibility of the entire 

; ■ ;gr^up to bring art ap climate into b^ing;. The result is an entity 

■ ■ • ■ • - ■• * ' ■ ■ ■> ' 

./ J . ' • . - - - ■ - . . - . 

that is g2;pater. than , its constituents and, thereby, ^integration -is 

enhanced. \/ • ■ - . • j ■ ^ 

■ ■■■■■■ ■ - . : . ■ • ■ ■ • : : , ' 

'^The'^thifd ^trategy is that .o£:, infbrmatibn disseminator . The purpose ? ^ . 
"spreading the word'* .i/*tHreef old. First, by keeping the faculty and staff, 
of the participating cd-lieges aware of what is transpiring, 'a climate 

; ■ - ' 1 l'^-^^'-...: - ' - - - - ■ - . _- ^ -'t^ : 

responsive to ^taff develbpiTiQnt' vyill flourish.. Second^ development is a 
faculty-ba^ed' aotiv'ity. *^ A central ceSponent is* peer recognition. - It serves 
two purpbses^ it. prdA^idis^ psychological gratification to participants ,and. 
encourages jion-pdf ticipants to becipme involved. In effect ^ it^ keeps the ^ 
machingry of innovatipn lubr'i^cated. . The final aspect of informj^tib^ - ; . 
' dissemination' is the development of an- identification with an entity beyond 
the individual college. The activities being disseminated are^fostered 
by the cortSortium; awareness of that body and its role will- furth;er the 
process of integration. ^ ' ^' / 

■ - - - ^ -. ^ -- . ■ : ' -■■ ■■ 

The fourth strategy is that bf insularity reducer . It is -easy for small 
colleges -in rural areas to '4ose track* of* >the large^r world. The steering 
; committee through the judicious use of consultants , travel ''and'^^tht^ - 
• encouragement bf specific types bf :prbjects,> can insure"" that contact is 
maintained betwe^'' eVe¥yday concerns and the ifrsiies which i-pbssess a global 
dimension. Further, contacts between existing programs wiljtiift , the 



: ./ 

f 



zzz 4: consortium- and- 0^^ cdhsdrti.um :- , . . 

' Cblleges, making , them :;mor^ respdnsiv^s to their eo In effect, - 

V by reducing- insularity in; personrieji arid institutions 3 the cbrisdrtium is 
. teinfor of Adynamic i responsive colieges. : 

th§;' final strategy is closely: -related'' to insularity reducer . ^It is that of 

; ' Regional reyitalizer* The Appalachian Regional Commission .wRich funded 

the consdrtiuS chaiienged 'it' tb',/^^^^^^ maximuin'' contribution toward 

I'evitalizing the developm,ent-, management,, and administration of (Appalachian^ 
. . • 7 ■ •-, " • ■' ' ■ 'W ' ' f..- ^/ ' ■ . • . • 

eominunities. . ."^ ' The process involved' is* complex. Institutmnal renewal 

emanates from personal- growth and develppm-erit ^p^ of the^personnel 

who c&mprise the instituHdn^.*. ■ R^^^ of the region requires^ . ■ . 

dynamic institutibits willing to;^ngagfe the proe^ess of change. The steering 

committee must facilitate : developnierit /d£ p^^^ that fosters both the 

rerieWal of the. colleges and thb revitaiization . of the region% The _ • 

techniques involved includ^'^ef fective; co^^^ . 

resource development, arid a system bf; assessment an1l evaluaHon. The filial 

strategy is" the "Tnost; dffficu it and demanding. The, cdrisortium steer^ 

committee has entered into an dbcteiisive formativp evaluation to determine : ^ 

; the degree of implementation o£_tlxis strategy. , , , >-v ' 

^Through the mechanism of |he five strategies the steeririg^cbmml seeks 
to manage the achievement of the goals of the consortium. Pi-e'liminary , . 

- assessment, indicates that pr(>^ress .is Being ■madV./rw^^ 



ERIC 



toward 1980 - 



There is both a progressiDn and an interrelationship betweeti the staff 

■ _ _ ■ . , . . _ ;• ; * _ : ■: ^ .[ \ • " 

development activities. designed fdf individuals , institutions and ' 

; ■ CH •■■^ ' : 

J.. ■ ._ _ _ ■ - •-\- "-J.' ■ _ ■ - 

consortia. If we are to see institutions become .r;^ponsive: to the - 

concerns of the 1980's, we must begin by developing |the potential -of "^^^^ 

- • •-- ■- --^ -- - ' ■- -■ -'Si.-...- _^_L:_ -^-.-,V 

existing personnel, t-heri fdsteririg the interrelation^ encouraging 
'the progression. The concept^l of. staff development Within the cdntex-r-of 
a consortium points the way to a process which can prove both effective 
and efficient.. ; flie nianagement strategies adopted and implemented by the 
governing entity of the consortium will enhance or retar.d effectiveness 
and efficiency, . The st^rategle? sketched above would appeal^ to focus on 
the former. Time is the test. 
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